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MEMORANDUM FOR: Director of Personnel 


SUBJECT : Study of ‘gency One-grade Promotion Policy 


1. ‘Atteched is a proposal for chenge in the Agency oneeerade nrono- 
tion polley for grades GS-05 to GS-11 for proveasional euployees to tha 
tvo-cgrede system (GS-05 to 65-07, G-O7 to GS-09, end G5-09 to GS-11), 
fiso stteched are extracts from the minutes of Cereer Council meetings of 
30 April 1959 and 14 Novewber 1060 at which the present one-grade promo 
tion policy was established, 


2. As a result of the 20 April 1959 mocting the oné-grade promotion 
syotea wae avproved on a trial besis subject to ceneellation if it turned 
out te be unsatisfactory. Novever, no mechaniam was established for 
dctermining whether the syetem was satisfactory and on 14 November 1960 it 
wes extended without any consideration of disedventages or compleainsa, 


3. It is epparent from the minutes of 30 fpril 1959 that the dia- 
cdvantupes were herdly more then mentioned and were not discussed «: all. 
These were: 

a. Too many board aeetings and too much paper work. 
b. Positiona treditionally set at tywouprade intervals. 


¢. The recognition of two-grade intervela for positions through- 
out the Goverament, 


a, the ineauity of such e system applied in the Agency only and 
not elemhere, with consequent morcle problems ond loss of botter 
employees, 


e. The reduction in prestige of a one-grade prauotion as 
comnared to a twoegrade promotion. 


f. The difficulties of defining the GS-08 end GS-10 levels. 
@. Hoover Comission recommendation against it. 
k, I, Kirkwotrick ~ vt thet tine Executive Director-Comptroller « 
considered the only velid objections to be thet ea one-grade promotion 


system vould increase wor)loed and promotion board work - ectuelly only 
minox procedurel points. 


{ 
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5, However, no one pursued the legitimate objections listed above. 
The discussion involved sround procedural details end the Mmited monbar 
of vacanaics and promotion opportunities. These ere problema common to 
other erencies as well as the CIA end do not appeer to be a sound besis 
for establishing « one«grede promotion system. 


& It appeers therefore that the one-grede system was esteblished 
without thoughtful consideration of all the potentiel problems which have 


' dneveased with the yeers, Tha adventeges of converting to the two-rraie 


25X1A 


system seem to out-eweigh the disadventaces. 


25X1A 


Chief, Fosition Managemen vompensec.on Division 


Atts 


Distribution 
0O& 1. Addressee. 
1 + DD/Pers/TEC 
2 = OP/ PMCD wv” 


op/rucy As t7( 30 June69) 
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MEMORANDUM FOR: Executive Director-Comptroller 
SUBJECT : Study of Agency One-Grade Promotion Folicy 


i. ‘thie memorandua submits recommendations for your approval; these 
reconmendations ere contained in paregraph 3. 

2. Over the pest ten yenra the single grede promotion policy for 
eredeg GS-05 to GS-11 for professional employeas has been frequently 
criticized ag unfeir end noncompetitive. We heve made a study of this 
prectice to determine if it is desireble to convert to the two-grade system 
used in other avencies, 1.@. GS-05 to G5-07, GS-07 to GS-09, end GS-09 to 
GS-11, ‘The results of this study indicate that it is desirable ~o m-xa this 
change. ‘The basis for this conclusion ig covered in detail in the attached 
study. Personnel Officers ond Adininistrative Officers of the Support 
Services, the Directorate of Intelligence, and the Directorate of Science 
end Technology sre generelly in favor of the proposed chence. Officers of 
the Clandestine Services have not teken a position on the proposal, 

3. In view of the edvantages which we believe would result from con 
version to the two-rrede promotion system and the general cgreement of 
Fersomel and Adwinistrative Officers I recommend that you epprove: 

a. The chanze from the one-erade to the twoegrade promotion 
system for professionel employees in grades GS-05 to GS-ll, as so 
designated under the Acency occupations] coding system. 

b. The establishzent of a minimum time~in-grede requirement of 


one yeer, es followed throughout the Government. 


ven ae ve § 
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c. If recommendation a. is approved, the authorization to approve 
err of professionsls at grades GS-06, 5-08, and G3-10 to the 
next higher grade provided they have mat the time-in-grade requirements 
at the mext lover grads ond the qualifications stenderds for the higher 
grade ond ere recommended by the appropriate Cereer fervice end approved 
by the Director of Personnel. 

a. Individuals in the CT program in erede Gg-08 should be promoted 
to G3-09 when determined qualified and shoulda then come under the tyo- 
grade promotion system. New CT'a should be hired at GS-07, etep 4, a: 
hipher professional grade, if qualified, . 

h, fasuming thet approximately one-third of the totel employees in Gi-0S. 
G9-08, end GS-10 would be eligible end qualified for immediate upgreding, the 
cost of this conversion would be approximately $300,000. However, this sount 
would already be budgeted for and is not en actuel. increase in cost, but a 


payment in advance of the tine it vould otherwise be peyeble. 


Robert §&. Wattles 
Director of Personnel 


Att 
CONCUR: 
“iT tennerman SSS Yate 
Deputy Dircctor 
for Pupport 


the recommendations contained in paregraph 3are approved. - 


“FT ¥. thite Date 
Exocutive Director-Comptroller 
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1. Thie study wos mede to determine the feasibility of converting fren 
the single grede spaneaen system for grades GS-05 to GS-11, toe the tro-prede 
system (C205 to G&~07, GOT to Gie09, and GS-09 to GS-11), for professiors.. 
employees, which is used throughout the Federal Government. 

2. In the past ea nusber of evenctes have coneidercd attempting to cor~ 
vert to « siugle grade promotion system for professionel employees such ea vo 
folloy but heve determined that it i¢ not practicable. ‘These other scencie+ 
operate under different polteies which require that an indlviduel cecupy a 
position at his own grade level. ‘thus to establish a single grede promodion 
system elsewhere, positicns would heve ta be established at all the intermecisie 
grad #, 1e8. G3-06, GS«08, ond GS-10. ‘This requirement es well es the general 
unpopulerity of the single grade promotion syatem, and the opposition of the 
Civil Service Cowalesion which considera it Inconsistent with established 
principles of clesaification, has apperently deterred other agencies from ever 
establishing the system. 

3. In this fgeency et the time the single grede promotion system vas 
established soma ten yeers ero, the Office of Ferscunel was opposed to it. 
fhe prinery objections mede vere that the system wes not followed in other 
agencies, that grades & end 10 vere hela in disrepute emong professional 
employees, and worele problems wight result. However, the single crede 
promotion system vas approved because it was believed the number of vacancies 
wee declining end it was desirable to epread them around. No substantiel 
slowedown in promotion rates was enticipated from G5-05 to GS-07, G5-O7 to 
GS-09, or GS-09 to GS-11. It was expected that employees would merely edvesce 
‘from GS-05 to G3-06 and 45-06 to GS-07 st shorter intervele snd would in fect 
LEGA MPO LSE FO Re LAEZOS HOSE : ican acess 
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hk, In actual fect it appears that the ingle erede system has resulted 
\ dee glowing down of promotions in comparison with other egencies which hes 
/ jab the Agency on an wnfevorable competitive basis with other ecencies. The 
system has caused criticism over mony years from individuels femiliar with 
extexael promotion practice. Ppnounced Agency policy has been to equal the 
penofita proviced by other egencies. Ho logical explanation for cur praciice 
hes been possible. The epparent explanation is that one~-grade promotions are 
used to prevent employees from rising es fest sg in other agenciea. This is 
the impression created In young professionals who have questioned the practice. 
Jhis argument hea been difficult to refute, | 
$. Information on time-inegrede in the Agency from G8~05 through G3-Lt 
of employees slotted in professionel positions has been tebuleted in Tab 1. 
For comparison purposes, only the time between G3-O7F7 end GS-11 has been used, 
since few professionel employees are hired et GS-05 and many including Cerer 
Trainees are employed at Gl-07 or higher: The aversge time-in-grade ranges 
from approximately three and one-half years for promotion from 65-07 to GS-11 
Tor Cis to approxinate ly eleven yeara for exployees of the Support Services. 
the gency averege ta rpproxiuately cight yeers from GS-07 te GS-ll. The 
fautest rate of progress is in the Directorate of Science and Technolosy with 
en aversgo of approcimetely five yearn. Inforwation evalleable froaa other 
agencies indicates thet professional enployees edvance from Gi-07 to CS0i1 in 
not over five or six years on an averege. However, the promotion rates of 
other ogeucies ere not aveileble in eny detail since agencies sre not rajuired 
to peoduce euch figures end promotion yates depend to e.considereble extent on 


the avedlebility of jobs et the higher levels which veries greatly fron azeicy 


to agency snd from tire to time. 


eee 
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6. Discussions with rerscanel Officers ond Aduiniatrative Officers in 
the verious eomponenta producad the following opinions vhich were sharcd 
generally by e1 such cfficials: 

n, ‘The Agency should revert to the tworgrade promotion systen for 
professionel. ewployeas in erades GS-05 to GS-11 to becouse counetitive 
with other Goverment egencise, | 

b. Ths Agency policy roquiving single erode promotions ta artificiel 
end inconsistent with the reat of the Governnent end was only rdopted ts 
moet an Agency problem of insufficient vecancies. 

| G. Highly quelified applicants have been lost to other Goverment 
agencies because of insdaquete promotion opportunities under the present 

aystem. . 

a. Promising employeca have left the Agency for feater prom tions in 
other agencies, 

@. A tuowsrede promotion policy would improve morele by providing, 
geeoter incentive in the form of a pay ineresse which is substentiel in 
neture. The slow promotions from G5-05 to Glell provide Little encourace- 
ment for young men with fanily responsibilities, 

7. the one-grade promotion system has olso, wa believe, resulted in masy 
promotions of employees who would not heve been considered qualified for a to 
grade jump. 

8. From this review of the system it seema evident: 

&. if eis one-srade promotion system results in slower pranotions 
from GS-05 to G3-11 then in other agencies, Agency policy to provide bene~ 
fite equal £6 those ef other agencies should require us to chanee the 
sytem. 
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b. If the onc-grate promotion system dors not result in glover 
promotion, there is no besis for continuing the system eince it ia not 
populer either with the employees or with Personnel Officers end 
Administrative Officers generally. 

5. there are 6 nuaber of advantages which would result from convergion 
to the tvo~grade promotion pattern. It would mske the Agency more competitive 
th the Government generally, it would help to retain employees end it would 

baprove morale. It would discourege promotion of employees not considered 
qualified for a full professionel increase, It is not apparent thet there sre 
eny Gisedventages te edopting the system. there ight be some difficulties, 
tut these ore difficulties which resulted from exteblishment of the Binglie 
g¢ede oystem and should not be considered as & reason for not reverting to the 
two-grade system. These difficultiea are concerned with what to do about 
employees who are currently in intermediate gredea. We consider thet such 
employees, where fully queliried and performing at tha higher level, ehould be 
promoted on the first day of the pey perlod follaring the effective daw of 
approval of the two-grade promotion aystem. For hiring of Career Treinces, 
now brought la st GS-08, step 1, en odvanced rate of the fourth step of 65-07 
(epproziuetely equivelent to G5-08, step 1) could ba esteblished. 

10. The following conclusions have pecuitedir 

‘&. The fgenecy should revert to the two-prede promotion syaten for 
profeasionsal employees in grades GS-05 to Goel in order to achieve 
competitiveness with other agencies, 

Bw A requirement of one year minimum time in grede should be 
estsblished consistent with the practice elsewhere in order to avoid 


unduly repid promoticn. 


NO gam Tt 
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e. Forsonnel in grades GS-06, 05-08, and Gd-10 who are cecurying 
professional positiona of e higher grede should be promoted es of the 
firet dey of the first pey period after epprovel of the two-grade system 
provided they meet quelification atenderds for the higher grade and ara 
recommended by thelr components, and spproved by the Director of Fersomei. 

ad. Such individuels at GS-06, GS-08, and GS-10 who sre occunying 
positions of the seme or lorer grade should rot be promoted until. 
qualified end determined eligible for the higher grade by the eppreorlate 
Career Service Noard end approved by the Director of Yersonnel. 

6. Individuals in the CT program in grede GS-08 should be promoted 
to GG-O9 when determined qualified and elicible and should then come 
under the two-srede promotion system. New CI's should be hired et G5-07, 
atep 4, or higher professional grade, if qualified. 

ll. Stetiatics on employees in professional positions in the affected 


grade categories exe as follows: 


Hunker Pey Increase Cost of Que-Third 
GS-06 
GS-08 
GS-10 
Total 


Since some of the individuels slotted in these positione may not be pro- 
fessionally qualified end othera may not yet be eligible, we eatimete that 
approximately one-third would be entitled to inmaediate promotion one greda. 
This would cost approximately $300,000. ‘hia is not an increase in cost but 
payment in edvenca of the time it would otherwise be peyeble. Further, the 
sua is already budgeted for at the position level. The difference in Jonz 


range cost cannot exsily be predicted. If the present length of time in grede 
Approved For Release 2001/08/07 +CtA- ~RDP83- 91 16§4R000100270001-4 
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‘petween G5-C7 end G&11 should continus, ieee would be a net saving aince 
employees would no longer receive en intermediate increase in half the time 
between professional gredes. Further, there would be some saving from not 
promoting individuela not considered qualified for a two grade jump. /ssuhis, 
however, that some 300 employees would progress from GS-07 to G2-1L in six yecrs 
instead of eight yeers, the edditionsl cost would be approximetely $40,000 per 
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AVERAGE TIMS IN GRADE 
. BY SERVICE DESIGNATION 


Calendar Year 1968 


cs cs os Gs 
D pp/P - 51/13 49/13 65/02 118/15 
E 42 /o2 30/28 29/00 59/23 
EL 34/15 62/00 we - 

i 70/27 152/00 105/19 257/19 
TA 62/21 34/210 25/21 59/21 
IB 84/18 42 /o% 57/11 99/15 
re NT/03 43/10 33/15 16/25 
ID 57/19 36/13 39/07 75/20 
™ 93/04 ‘42/10 52/1. gi fel 
IN ~ 92/00 - - 

rp 45/17 28/13 30/28 59/11 
TR 87/10 31/05 25/16 56/22 
IT . : 70/09 “ 90/15 20/15 
xX ho/oL 30/07 30/14 60/21 
R 33/12 32/19 29/21. 62/10 
‘s. * h1/ole 107/15 51/07 "158/22 
SCA | 55/2e . 61/00 ~ is 

BCC 20/15 132/15 93 /o% 230/19 
ScD - 23/00 -— i 

scu 6/12 4e/17 37/12 79/29 
BCP 6/20 37/29 43/09 81/03 
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Ho~Days HonDays 
- 128/15 
19/08 63/23 
40/00 46/26 
- 22/23 
56/13 49/03 
80/15 33/00 
36/01 52/12 
5h /is 40/05 
55/06 1U/e2 
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Gs 
ok? s a 2 ee 
Ko-Days 


68/23 
23/00 
49/08 
21/09 
66/06 
95/19 
30/24 
33/09 


100/00 


cS 
__7 to VW 
~~ Mo=D ys 
132/16 
28/00 
96/0h 
1h /o2 
115/09 
128/19 
83/06 
73/4 
214/22 
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AVERAGE TIME TT GRADE 
BY DIRECTORATE 


Calendar Year 1968 


5 t07 1109 wer 
tess Ve-Days  —‘tiocDayg” Mo=Daya, 
NCL 40/00 40/15 29/00 
DDP 51/15 49/15 65/00 
ppI 57/00 35/15 35/15 
DNSAT 38/00 32/15 29/15 
DPS 37/15 ‘6/00 51/00 
or - 23/00 21/00 
Agency Average 45/15 56/00 40/15 
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AGENCY 
COMPARATIVE AKALYSIS OF COMPENSATION RECEIVED UPON PROMOTION 


Difference In | Average Increase | Step Increase In Average Increase if 
Grades Base Rate pon Promotion Former Grade In Grade _|{ Promoted Two Grades 


GS-7 to Gs-8 $ 490 $32h $150 $771 
GS-9 to GS-10 520 285 _ 150 TI2 
GS-7 to GS-9 1,005 761 150 19.7 in 


G8-9 to GS-11 {| 1,045 TT 150 oh 6 ee 
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DDS 
COMPARATIVE AALTSIS OF COMFOUSATION RECEIVED UPON PROMOTICH® 


[Difference In | Average Increase {Step Increase In Arerege Time | Average Increase If 
Base Rate Upon Promotion . Former Grade in Grade Promoted Two Grades 


May 1953 GS-7 to GS-9 1,005 769 150 19.0 ree 
to 


Noy 1999 {GS-9 to GS-11 1,045 167 | 150 23.0 sats 


*EYOTE JOB TREES: 

investigater 

Fexgonnel Security Officer 

Fuysical Security Officer 
) Security Officer 

Budset Officer 

Visual Information Specialist 

Feychologist (Assescnent) 

Business Accountant 

Aém Officer 

Dilustrator 

Adm Asoletant 

Fiscal Accounts Assistant 


BECRET 
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Average Increase If 
Promoted Two Grades 


SBAMPLE JOB TTTLES: 
. Operations Officer 
( ' Reports officer 
i Intelligence 


SECRET 
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SECRET 


Tor 
COMPARATIVE ANALYSIS OF COMPENSATION RECEIVED UPON PROMOTION 


Difference In| Average Increase| Step ee In ee Average Increase If 
Base Rate Upon Pramotion Former Promoted Two Grades 


GS-7 to Gs-8 17. 
GS-9 to GS-10 150 


150 


SAMPLE JOB TITLES: 
Intelligence Officer 
Photo Intelligence Officer 
( IO Material Economist 
Intelligence Analyst 
Info Specialist Foreign pre coe 
Geographer 
IO (Cartographer ) 
Biographic Analyst 
Document Analyst 
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OCR 
COMPARATIVE ANALYSIS OF COMPENSATION RECSIVED UPON PROMOGION® 


May 1958] GS-7 to GS-9 
to | 


*SAMPLE JOB TITLES: 
. Librarian 
Biographic Analyst 
Industrial Analyst 
( Graphic Analyst 
Intelligence Analyst 
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16 MAY 1960 


MEMORANDUM FOR: Chief, Audit Staff 
Chief, Management Staff ~ 
Chief, Medical Staff 
Comptroller 
General Counsel 
Director of Communications 
Director of Logistics 
Director of Security 
Director ot Training 


SUBJECT » Review of One-Grade Promotion Policy 


1. NoticefMM}aatea 15 vay 1959, put into effect the prlicy 
determination of the CIA Career Council to limit promotions to one fede 
advancements. The major effect of this policy is to require tne use of 
GS grades 6, 8 and 10 in the upward progression from grades 5, 7 and GY 
even though the positions involved are properly classified at the next 
higher grades of 7, 9 and ll. 


a. This policy was adopted on an experimental basis and is soon to 
be reviewed to decide upon its continuation, modification or cancellation. 


3. The Deputy Director (Support) has requested the addressee: to 
consider this matter with specific reference to their own experience ard 
observations and be prepared to give their views at his Starf Meeting ¢n 
18 May 1960. To essist in your orientation to the problem, subsequent 
paragraphs paraphrase various points, pro und con, that were presented in 
Career Council discussions. In addition, pertinent statistics concerning 
actual promotion actions in the prades concerned, during tne period 1 June 
1959 through 30 April 1960, are presented in Attachment A. 


(a) The underlying objective of the onc-grade progression 
policy was to increace the number of promotions that 

could be made in the general area of grades 5 through 11 

to offset an increasing loss of promotional opportunity due 

to the fact that the Agency is no longer expanding end has 

8 low attrition rate. It was believed that the use of grades 

6, 8 and 10 would permit more people to be promoted with 

shorter time in grade than would otherwise be the case durin: 

a period of stability and maturity. 


SECRET 
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SUBJECT: Review of One-Grade Promotion Policy 


(b) Arguments against the policy included: 


(1) In our orderly competitive system of selection ror 
promotion there will necessarily be a great {ncrease 
in paper work and managerial attention. At the sume tire 
there will be a tendency to be less discriminating ord 
thoughtful in carrying out the promotion functicn. 


(2) It will be difficult to make meaningful distinetiors 

petween the performance of individuals corpetin. fcr 
advancement into grades 6, 7 and 10, and the signivicance 
of promotions as opposed to periodic step increases wilh 
be lost. 


(3) Since other agencies do not use wrades 6, & and 10 
in most professional fields of work, CIA will be at 
a psychological disadvantage in recruitment. 


(4) The morale of CIA erployees in grades 6, 8 and 10 

(when their actual positions are classified at 7, ¢ 
and 11 ) will ve adversely affected because of their 
“odd ball" gredes. 


(5) The use of more grades with less significant clussi- 
fication and dollar spread is contrary to yuch current 

thought regerding compensation plans. Current thought terds 

4o favor fewer grades of greater classification and doltar 


spread. 25X1A 


Acting Director 0 


Attachment: 
Promotion Figures 
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SINGLE and DOUBLE GRADE PROMOTIONS 


1 June 1959 thru 30 April 1960 


Sal SO <A sR or 
2 1 1 
5 1 
1 
3 
1 1 in 
32 Ll 77 10 10: 8 
20 7 S| 
9 5 4 
5 6 
li 9 26 
a5 5 1: 1 
1 ho 3 19 2 
e ———ee ee 
101 2 156 14 66 10 
355 \ 356 16 2h3 me 
ATTACHMEN A 
oF OCR ET 
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